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Aspiring Christian-values leaders might have many questions on this topic,
including: Where does the knowledge to lead this way come from? Who has experience
in this endeavor? What are the obstacles which might be faced in leading this way? What
research exists on this topic? How can I learn what experienced Christian-values leaders

already know about leading this way?
Therefore, this research has been undertaken as a qualitative study in observation
and documentation of the phenomena surrounding the research question. Themes or

trends are discussed in terms which 11 Christian-values business leaders expressed

as

significant. Their documented comments and views are meant to be a source of
information, enlightenment and encouragement for those currently working as, or
aspiring to be, business leaders attempting to adhere to Christian values in the workplace.

In-depth in-person interviews were conducted, and these interviews revealed
categories which a majority of the Christian leaders felt were important enough to merit

Christian Value-Led Companies
significant discussion time. Many leader-specific examples are discussed in the paper.
The paper closes with some observations, and then gives some suggestions for the next

body of related future research on this topic.

3
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OBSERVATIONS OF CHARACTER, PRACTICAL WISDOM AND COMPLEXITY
OF DECISION.MAKING OF LEADERS OF CHRISTIAN VALUE-LED COMPANIES

Introduction
In today's marketplace an increasing number of executives are interested in melding
their faith values and their workplace leadership. But while this interest increases, it is not
very common to find businesses which are led with Christian values in practice.
Therefore, it is not easy for the leader to learn how to lead this way. In order to lead with

Christian values, the leader will need to gain this knowledge of organizational Christian
value leadership from somewhere, in addition to all the other aspects of organizational
leadership. To be able to acquire, blend and utilize both types of organizational
leadership knowledge bases means that this type of leader has much more to learn and
experience than do his or her secular peers. Leaders seeking this type of Christian value
leadership must surely have questions about where they would begin to gain this

knowledge, because for the most part it is not taught in schools. Questions that fellow
aspiring Christian-values leaders might have on this topic would seem to include: Where
does the knowledge to lead this way come from? Who has experience in this endeavor?

Whom may I learn from? What are the obstacles which might be faced in leading this
way? What research exists on this topic? Therefore, this research aims to provide witness

to examples of character, practical wisdom and complexity of decision making practiced
by several experienced leaders of this type.
Since there is little existing research on this topic, and there are many dynamics to it,
the research was undertaken as a qualitative study in observation and documentation

of
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the phenomena surrounding the research question in order to establish a learning base for
me and others to gain from. The research attempts to find and discuss the opinions of
business leaders regarding how their Christian values factor into how they run their
businesses in situations which they deem significant. Themes or trends expressed as

significant by the business leaders will be discussed, not concepts purported to be
absolutes characterized by all Christian business leaders.

Eleven business leaders, who identified themselves as attempted followers

of

Christian biblical principles in all areas of their lives -including the operation of their
businesses- were interviewed for this research. This report is meant to be a source

of

information and enlightenment for those currently working as, or aspiring to be, a
business leader attempting to adhere to Christian values in the workplace. Hopefully,
readers

will

be able to learn about significant issues experienced through the behavior

and practices of current leaders of Christian-value-led organizations. Should readers want

to explore this topic further, they can compare how the observations of the business
leaders in this research compare to the published literature currently available on the

topic.

Before discussing the results of this study, a review of existing literature pertaining to
this topic will be put forth, as will a description of the methodology used in conducting
this research.

Christian Value-Led Companies 9
Review of Literature
Overview

This literature review summarizes the related literature that currently exists on
this topic, or very similar topics, so as to give the reader a better background of
understanding. Hopefully, this more well-rounded understanding
a reader

will

be of great value to

who wants to learn more about this topic, as was my intent.

The literature that is currently available includes empirical studies, academic
papers, recent hooks and a monograph published between

l99l

and2007 pertaining to

factors which influence the behavior and practices of the leaders of Christian value-led
companies. In addition to the limited empirical studies available for reference, there are
several books and journal articles in existence pertaining to the subject often referred to
as Business-as-Ministry or

-Mission (BAM), Marketplace Christianity, Christian

business, tent-making, Great Commission companies or the like (Eldred, 2003;Fraser,

2004: Lai, 2005; Rundle, 2003). These findings are important to note, for these reasons:

.

There are very few objective, empirical studies available on this topic.

.

There are many books written by a single author, or a few multiple authors, on

this topic. They tend to write mainly from their own subjective views

.

This disparity means that there is a lack of objective empirical research done
to determine patterns of thinking among Christian business leaders.

This researcher found that although there is a dearth of empirical sources directly
and specifically related to Christian value-led practices, or the definition of a "Christian

company," there are three empirical studies similar to the problem at hand which can be
examined as a basis for reference (Ibrahim,

l99l; Ibrahim,

2005; King, 2007). There is
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also an insightful monograph which

will

l0

be examined, called Good To Great and the

Social Sectors: Why Business Thinking is Not the Answer (Collins,2005). These

empirical works will be discussed later on in this review. The Collins monograph will be
discussed in the Methodology and Conclusion sections for its dual relevance toward how

this research was carried out, and for its similar suggestions for future research.
But first, it is important to initially review the topic of what the definition of a
"Christian company" is, because this will be integral in tinding accurate and relevant
similar works of literature or research to this research. Otherwise, it would be hard to
narrow down the myriad of research and writings done on the broad range of "Christian"
topics.
Regarding this definition, a majority of the interviewees for this research felt that
they shared characteristics of BAM companies or companies with the monikers listed
above, but felt apprehensive about carrying a label or categorization of any kind. The
companies examined in this research

will simply

be referred to as "Christian-value-1ed"

companies, which is as generic and as neutral of a term as could be found, while still

referring to the practices utilized by the leaders in this study. For the purposes of this
research, Christian value-Ied companie.r can be

initially defined

as organizations whose

business practices are based on the leaders' own personal Christian values. The central
research question of this study is: What are the observations of the character, practical

wisdom, and decision-making complexities of leaders of Christian value-led companies?

I will focus on the patterns of thought and action of Christian value-led leaders.
Central to the study

will

be clarifying the definition of Christian value-led

business leadership, as there are numerous interpretations in existence (see Ibrahim,
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2005

iLai,2005; Rundle, 2003). Typologies of Christian value-led companies

11

are

mentioned in many of the works found in this literature review, but it is important to note
that these previous studies are only examined for a foundation of understanding of the

topic because interviewees for this research project agreed with the thoughts and actions
espoused in these books, but not def,nitions.

Ibrahim ( 2005) provides a practical body of work to examine, since it attempts to define
a Christian company

like Ibrahim's (1991) first research work also did, It then goes on to

measure the company's degree of effectiveness in various categories. Unlike either

of

Ibrahim's research works, this research project does not attempt to prescribe the practices
of a Christian company. Rather, it attempts to discover what Christian leaders actually do.
There are few empirical studies published relevant to this research. Yet there has been a
recent emergence of business leaders interested in knowing how to effectively apply their

Christian values in their companies. In addition to this, there is a broad range of opinions
regarding what Christian business leadership is and what it does. Therefore, this

exploratory research, in addition to examining the three empirical studies, will also find
relevance in the many books written recently on the subject. This literature review

will

first look at non-empirical subjective works and then at empirical studies which are
related to the topic.

Christianity and Bus ine s s
There are many subjective works published on the topic

of

"marketplace

Christianity," "business-as-mission" or the like. Some of them attempt to define
"Christian companies," including the following: Marketplace Christianity (Fraser, 2004),
Tentmaking: Business as Missions (Lai,2005), Great Commission Companies: The

Augsnirrc Ccllege Ltbrary
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Emerging Role of Business in Missions (Rundle & Steffen, 2003), On Kingdom Business:
Transforming Mission Through Entrepreneurtal Strategies (Eldred & Yamamori, 2003),
God is at Work: Transforming People and Nations Through Bustness (Eldred, 2005), and
Anointed

for Business (Silvoso, 2006).

These books and publications are important for

the insight they bring to the somewhat recently-emerging BAM (business-as-ministry or -

mission) field of business. One solid theme that is common to most of these authors'
views is that there are at least two distinct purposes of a "business-as-mission" company.
The first is to exist to serve others and to witness God to them through actions, not words;
and the second is to strive for maximum profit, then spend

it toward local social change

initiatives. All authors state that a BAM company's efforts do not stop with achieving

just one of these objectives; they are both equally-important dual objectives that should
be pursued in parallel with one another.

King (2007) examined the influence of Christianity in public administration. King
states that research has been undertaken

involving the influence of Christianity in

business, but never in the arena of public administration. Although not an empirical work,

it is an extensive academic work written from many scholarly and empirical referenced
sources.

It includes an extensive section on "Defining Religion for Use in the Workplace"

and "Defining Spirituality" (King,2007, p.2) that

will

be of some limited use to this

research in terms of looking at how other works attempt to define Christian value-led

organizations, and distinguishing its degree of definition from Christian business. Anyone

looking to read more for better understanding of the topic at hand is encouraged to
explore this work.
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Practices of Christian Value-Led Companies

In an attempt to understand the definition of Christian companies, we can look to
one study (Ibrahim, Rue, McDougall

& Greene, 1991), which

seeks to

identifythe

characteristics and practices of a Christian company. This study utilized an open-ended
questionnaire asking leaders of self-proclaimed "Christian companies" to specify features
or practices of their firm which characterize their company (Ibrahim, Rue, McDougall

&

Greene, 1991, p. 3). The questionnaire was modified and improved by its authors after

a

pilot study of 25 companies was undertaken. The study aimed to test propositions of
behaviors of "Christian companies" in four categories which are listed as follows: 1) All

self-proclaimed Christian companies behave in a similar manner in dealing with their
employees, 2) A11 self-proclaimed Christian companies behave in a similar manner in

interacting with their customers, 3) A11 self-proclaimed Christian companies behave in a
similar manner in dealing with their communities, and 4) A11 self-proclaimed Christian
companies behave in a similar manner in dealing with their suppliers (Ibrahim, Rue,

McDougall & Greene,

1991 ,

p.2). These Christian practices that this research was trying

to measure involved various subjective practices which the researchers felt were relevant
to each group they were focusing on: the employees, customers, communities, and
suppliers. The research involved mailed questionnaires to 275 self-proclaimed Christian
companies, obtained from previously published surveys done by others (Baig, 1987,

Moffet, 1985). They received 151 responses. The questionnaires polled Christian
company leaders for their responses to questions regarding their organization's use

of

preaching, Bible reading, Bible study, praying, giving of testimony, proselytizing to
others, etc. in an attempt to determine characteristics and practices of their firm. What
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this study concluded was that there were many different behaviors identified, but they
were not consistently practiced among most of the responding companies towards all four
groups focused upon (again, employee groups, customer groups, community groups, and
supplier groups). Through a chi-square test the researchers also concluded that the many

identified behaviors were not practiced consistently across different industries towards all
of the four identified stakeholder groups studied (again these are the groups which the
leaders were trying to have relationships with on a value-led basis): employees,

customers, suppliers, and communities. The only consistent values-type relationship
practice the researchers noted having occurred across industries was exhibited towards
the employee group. So the researchers were relaying their results which showed that

"Christian company" practices and behaviors were not consistent by all companies
surveyed towards three of the four groups. .. the companies involved only displayed
consistent Christian practices toward the employee group, for whatever reason. Their
studies also showed that "Christian practices" were not consistent from industry to

industry, as well as from company to company.
This research by Ibrahim was limited in that it stated that because no prior
empirical studies were available, the research was meant to be exploratory, and to be sure

it was missing an independent control group. A control group of secular firms would
have helped them determine what really distinguishes Christian firms from others. "Selfdescribed Christian firms assert that it is possible to function in the world of business
according to Christian values with a master image from the Bible, i.e., there is no conflict
over the interface between corporate and religious values" (Ibrahim, Rue, McDougall
Greene, 1991, p.2). He argues that, 'oEconomic success, hard work, and biblical values

&

Christian Value-Led Companies 15
are seen as capable of existing together in harmony. ...

" (Ibrahim,

Greene, 1991, p.2). Although the research is limited, in that

Rue, McDougall

&

it doesn't compare its

findings to an independent secular variable group of companies which don't purport to
operate with Christian values as the foundation, he describes his work as an attempt to

"contribute to the corporate culture literature" (Ibrahim, Rue, McDougall & Greene,
199I, p.2).The Ibrahim research forms a foundation that can be used as a relevant

definition and jumping off point for my work, which aims to study the character, practical
wisdom and decision-making complexities which come with operating an organization

with Christian values as the basis for relationships.
Conceptualizing Christian Companies and their Effectiveness
Another important aspect of the attempt to conceptualize "Christian companies" is
the attempt to measure their effectiveness. One such study attempts to define the
effectiveness in terms of the degree of long-term financial effectiveness between

Christian and secular counte{part companies (Ibrahim & Angelidas, 2005, p.4). This
research, like Ibrahim's research

in

1991, can be considered as foundational to this work.

The authors list four outcomes to be measured: growth rate in sales, return on investment,
increase in number of employees, and key executives' perception of the company's

performance compared to the industry they are in (p.3, 4). The researchers surveyed

a

sample of 400 randomly selected U.S. manufacturing firms employing between 15 and
100 persons. The survey was a questionnaire using a Likert-type rating scale (5= better

than, 3= about the same as, 1= worse than, etc.) for subjective questions, and actual
company results for objective questions. They received back 283 usable responses, which
turned out to be a 43.5Vo rcfi:rn rate. They also sampled manufacturing companies which
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have expressed, through their top management, a commitment to applying Biblical

principles in the conduct of their business. This sample again involved manufacturing
companies employing between 15 and 100 employees. The researchers identified these
target companies from lists of published Christian materials and from presidents of
companies actively involved in Christian ministries.

Ibrahim and Angelidas concluded that the Christian companies had considerably
higher success than their secular counterparts in three objective measures of performance:
growth rate of sales, ROI, and productivity per employee. The fourth measure of
performance was based on a subjective rating by the presidents surveyed in the second
sample regarding their perception of how their company compared to their industry.

There was no difference between the Christian presidents' own self-rating of their

company's performance versus the secular company's presidents' ratings.
Good To Great And The Social Sectors

Another work reviewed rs Why Business Thinking is Not the Answer: Good to
Great and the Social Sectors

- A Monograph

to Accompany Good to Grear (Collins,

2005). This monograph is summarized by Jim Collins as involving five core issues that

form its framework:

I - Defining Great - Calibrating
2 -Level 5 Leadership
3

- First Who -

success without business metrics.

- Getting things done within a diffuse power structure

Getting the right people on the bus within social sector

constraints
4

motive

-

The Hedgehog Concept

- Rethinking

the economic engine without a profit
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- Turning

the Flywheel

-

ll

Building momentum by building the brand

In this piece, Jim Collins writes that he has collected information which supports
that there are four stages needed in building a great organization:
Stage

I - Disciplined People

Stage 2

-

Disciplined Thought

Stage 3

-

Disciplined Action

Stage 4

-

Building Greatness to Last

His analysis of these four stages culminates in a suggestion that the last stage,
Stage 4: Building Greatness to Last, requires a type of leadership consistent with

Christian values and biblical teachings. His premise is that a mission-driven
organization's leader needs to possess a great deal of humility in order to become the
Level 5 leader who would be capable of taking the organization to the Stage 4 level of
greatness. Collins' thoughts and premises in this monograph relate to the leaders

interviewed here, as they are all leaders of mission-driven organizations.
The existing literature has attempted to conceptuahze the characteristics and
practices of a Christian organization. Only two studies were found that attempted to
examine the actual practices and results of Christian organizations (Ibrahim, 1991;

Ibrahim & Angelidas, 2005). This research project aims to move down a different path by
studying the dynamics of attempts at Christian leadershrp behavior and practices. This
investigation attempts to provide an exploratory addendum to the existing literature. A
common theme of these existing works state that the dual endeavors of business and

ministry are necessary undertakings in order to accomplish the leaders' overall objective
of incorporating their values within their professions (Lai, 2005, p6).

Christian Value-Led Companies l8
Research Purpose

From the review of literature, a generalized notion is that a Christian company is
one that pursues at least two major objectives:

it strives to create the opportunity to serve

others and witness to them through the company leaders' actions; and

it also strives to

pursue maximum gain of profits in order to spend these profits on the creation of local
social improvement projects. The review of available literature also indicates that a

Christian company must also maintain that neither of these objectives should ever take
precedence over one another; they are both pursued independently and with equal and

maximum vigor.
This research attempts to move one step beyond where the body of existing
literature leaves off. It interviews those who are currently leading businesses with
Christian values and it documents the common themes revealed in the interviews, the
findings of which may not necessarily agree with what the current literature states. This
research is intended to answer the question, What are the behaviors and practices

exhibited by leaders of Christian value-led companies?
The first step in beginning this qualitative research study

will

be to try to identify

what is the definition of a Christian value-led company. This is important because the
research cannot zero in on the main problem until the concept of a Christian value-led

company is more clearly defined. This concept

will be self-defined by the leaders

interviewed. The whole point of the research is to observe, document and identify themes
from interviews of those who are currently attempting to lead businesses through a
position of personal Christian values. Using self-definitions will allow me to discover the
interviewees' own perspectives about how they themselves lead, and on what values they
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rely when leading. It also will reveal the depth and numerous nuances, which may
differentiate their approach from someone else's leadership style.
Method
This research uses a qualitative approach, involving 11 in-depth, in-person
interviews lasting on average from 60

-

90 minutes. These interviews have been designed

to capture many facets and objectives of the personal leadership of the people involved.
This method was undertaken hoping to allow the interviewee to take the interview in any
direction that seems important. Conducting the research this way, then, means that subtle
or major differences in leadership styles can be observed and documented

if

they occur.

Another reason for this methodology is that the questionnaire method previously
undertaken in the Ibrahim and Angelidas study restricts characteristics and practices to
those included on the survey, and I felt that a semi-structured method was warranted in

order to see if similar or different observations would be found. Through interviews, I felt
that I could more completely and accurately capture the experiences and stories

of

experienced leaders than I could in a survey. Before beginning the study, my proposal
was submitted and approved by the Augsburg College Institutional Review Board (IRB
#2007 -93-3).
Sample

I chose to use a purposeful, criterion-based sampling method. A total of I I
Christian business leaders were recruited to participate in the interviews.
To find and qualify appropriate research subjects, I used my network to search for
Christian ministries and trade organizations, business peers and church contacts. Once
prospective interview candidate was identified, he or she was contacted and provided

a
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with a form entitled Invitation to Participate in a Research Project (see Appendix A). This
form did several things:

.

It described the research project

so that the candidate would be able to

have a basis for understanding of what was to be involved in the research,
so that they could make an informed choice to participate or not

.

It explained the reasons for undertaking the research

.

It gave the candidate an understanding of how the interview process would
be conducted

.

It provided them with a copy of a consent form in advance so that they
could understand their rights in how the research material involving their
interview would be used

After this form was provided to the interview candidates, they were contacted by
phone and asked some qualifying questions regarding their understanding of the project,
and asked

study.

if they felt they were, by their own detinition,

If they felt that they were indeed

an appropriate candidate for this

an experienced Christian-values leader that would

fit into this study, ar invitation to interview

was then extended to them.

The interviewees were from all sizes of organizations, ranging from sole

proprietors (three interviewees) to small company leaders (5 - 50 employees; five
interviewees) to those involved with tirms of

fifty to several hundred employees

(three

interviewees). The interviewees were provided with the options of maintaining privacy

of

any or all of the following: personal identity, corporate identity, direct quotations, and
quotations (direct or generalized) linked to their identity. Most chose to allow complete
disclosure of all of these things in this research, but

it was interesting to note that,

as the
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size of the company involved increased, the leaders tended to want to maintain privacy.

Most reasons given for this was that this research involves a topic of a sensitive nature
and that not all employees or other company leaders may understand or appreciate it.
Some also felt that

it was in the best interests of the company and themselves to remain

anonymous, while still panicipating by allowing general references to their statements
rather than being identified along with their statements.

Data Colle ction Procedure s

A semi-structured interview was designed for obtaining data relevant to the
primary research question. After obtaining informed consent, the interview generally
began with some of the main questions listed on the Invitation to Participate form.
an

initial few questions were asked and

a general understanding

After

of the tone of the

interview was reached, the interviews tended to take off on their own with the
interviewees proceeding to provide information that they themselves wanted to discuss
due to its personal significance. Notes were taken by the researcher, and audio recordings

were granted by most of the interviewees for later review, which helped with the
accuracy of expressing the ideas and observations found here.

Data Analysis Procedures
The method I used to analyze the data I collected occurred as follows. My process
began during the interviews by taking extensive notes from purposeful questioning, and

where I also recorded all of the interviews I was given permission to record. I then read
through my notes several times in order to become familiarized with them. I then listened
to each recorded interview several times while taking further notes in the margins of my

previous notes in order to begin a perusal process whereby I was able to come up with
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some preliminary interpretations. I then classified my notes into groupings of categories
and themes by numbering and lettering each category and philosophical theme. I then

analyzed each category and theme by keeping in mind careful application of experienced
fundamental qualitative research standards, such as rigor, open-mindedness, coherence
and especially completeness (due to the myriad of dynamics of opinions in existence

regarding Christian businesses). I began to note the similarities that existed between some

of them. And finally I came up with some observations and hypotheses of how they were
similar, and grouped them together in my report with these similarities expressed in the
text. The next step of this research will be to discuss the central research question and the
categories of significance that have been defined by the interviewed leaders.
Results
The interviews revealed these categories which Christian leaders felt were important
enough to merit significant discussion time:

.

A self-described definition of "what

t

How the Christian business leader attempts to establish his company's operation

a Christian company

is"

and its objectives through her or his self-defined calling, mission or purpose

.

Their fundamental strategy planning characteristics

.

The cultural values they seek to establish in their companies

t

What adversities or difficulties they feel may be attributed to their Christian
values-based leadership

.

What social impact the leaders hope to foster through their self-defined
calling/mi s sion/purpo se
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Although these bullet point "categories" can be clearly identified from the
interviews, their discussion is not limited to their own distinct category. Each category's
influence on one another can also be readily seen. Therefore, after an initial introduction

of each category, further mention of them will be intermingled throughout the body of
this research as they affect one another. This is necessary in order to discuss their affect
and implications on each other as the business leaders see them.

As mentioned earlier, it is important for this research to address the definition of a
Christian value-led company before beginning a discussion of specific characteristics and
practices. Recall that the central research question is, What are the observations of the
character, practical wisdom and decision-making complexity of Christian value-led
business leaders?

What is the Definition of a Christian Value-Led Business?

As mentioned in the earlier sections of this work, a definition of a "Christian
business" has been undertaken in some previous empirical studies, but won't be
attempted by me because the whole point of this project is to learn from the interviewees

who will define their own personal approaches to organizational Christian value-led
leadership. But, I can make a general observation-based definition that this type of
leadership stems from a passionate belief in operating from the leaders' own Christian
values. Therefore, based on the opinions expressed by the interviewees for this research,
these general observations can be made:

.

A11

had differing opinions, in a major or slightly minor way, of what the definition

of a Christian company might be.
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o All did not want to have an absolute "definition" or category or label of any kind
placed on their company.

o All felt that the intangible characteristics

of being a Christian and how this is tied

to being a company leader would be different for everyone. Therefore, no
absolutes existed in defining characteristics of a Christian individual, either.

e

Most wanted to, and did, do their best to give a description of what their personal
values were and how this translated to their leadership style. Therefore, most felt
that their own self-description was what was important, not someone else's

definition, category or label.

e

Also, they felt that their own leadership style was "values-based" and was made
by their own choice; it was not defined by a position description or company
objective. The majority felt that no name needed to be given to their company's

"style" whatsoever.

.

Almost all the interviewees stated something to the effect that the company entity
itself could not be "Christian," but that only its people could be Christian.
Therefore, they refuted the existence of a definition of a "Christian company," but
rather stated that a company is led by human beings, and human beings are the
ones to be defined as "Christian" in their values and leadership styles.

John Wing has spent considerable time and thought in thinking about how to
describe a "Christian company," and of how his company might be described. He states
that his is a "company led by followers of Christ." He has noticed there are two types of
companies generally thought of when people mention "Christian companies." One is
those that "let the whole world know

it,"

and the other is those 'owho live

it out, but never
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say

it

[speak of God] where

it will offend others." He wonders why it needs to be at

either extreme. He also described his earlier years in trying to lead a business through

Christian values where he wondered "God, how do I run a business profitably, and still
do Your work? How do I reconcile the two?" He felt that God's answer became his

definition: "'Don't try to reconcile the two. Pick one. Pick Me.' And He'll lead me
through this."
Further thoughts from Wing are that there are certain core values or "practical

principles" that should dictate how a Christian business is defined. Of this, Wing says "In
most businesses, relationship is important, but protit is still the goal. Relationship is
means, dollars are the end. We want to

flip it around... put relationships

a

as the end, and

profits as the means." He feels that his Christian values make this choice necessary, and
secular companies he has worked for in the past operated out of a "greed and fear" type

of atmosphere which is closely aligned with the first part of his statement, not the second.
This is a common theme of the self-descriptions found by the leaders during the
interviews. To make this kind of a transformation in his company, Wing said that they
had to allow God to own the company "rather than just have a say in

it,"

and they had to

"integrate God's word to all facets of the company, including relationships, prayer,

tithing, witnessing" and everything else about the company. He says that they felt they
could not "add on Christian things" to their company as it transformed. They felt they had
to let "God build a foundation of integrity. .. like a rock. .. not just add on Christian
things" themselves. Wing also felt that "God doesn't have just one model" of how a
leader should run things, and he feels that the best approach for a leader is to be "spirit

led," that is, be constantly in prayer and in obedience to what leading is received from
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prayer. He feels that "we start to take the reins out of God's hands when we try to apply a

'Christian' model."
Candace Kropp sees the definition of her company as one being of "more about

ministering than about business." Others feel that their definition of a Christian value-led
company is shaped by their Christian convictions. Paul Ridgeway feels this way when he
says that his event-planning business

"can't take on certain clients... cigarette companies

for example." And one large-company leader stated that a company that desires to
operate with Christian values

will have to figure out this: "is the values language strong

enough to carry the weight" of what is attempted to be lived out daily in the organization.
These self-descriptions of a "Christian company" mentioned by the leaders are all

different, yet they are self-described by the respective leaders as being significant in how
they view and describe their company, its operations and its leadership. The majority

of

the leaders have said that they don't want to have a label of "Christian company" placed
on their company, but they do want to self-describe their company by way of their own
values-based leadership. Knowing how the leaders view stereotyped descriptions and

how they self-describe their company is important because it helps us to gain an
understanding (although not a universal description) of what a "Christian value-led

company" is. Now that a general understanding of how the leaders describe their
company is in place, we can move on to the self-descriptions the leaders have of the

mission, calling, or purpose of their organizations.
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C ompany

Culture of C allinglM is s ion/P urpo

s

e

A Greater Purpose than Just Profits
The Christian business leaders interviewed for this research had differing ideas

of

what it meant to define a company led by Christian values, but they all had a general

underlying sense of a calling, mission or purpose for their company. Some felt that their
company itself was meant to be used by God for His purposes in some way. Others felt
that they were in business just like any of their secular competitors, but they were
charged with the task of creating a different type of culture in their organization than their

competitors would ever have. Some felt that they began their businesses just as any other
secular business would: to pursue profits. But as their own personal faith grew, they

felt a

calling to change their leadership approach to enable them to lead with a greater purpose
than simply pursuing profits.

Not Only Profit-Driven, but also Value-Driven
Through the interviews a theme emerged that all the leaders felt a strong calling to
operate their business based on their own personal Christian values and convictions. As

this theme emerged, this researcher noted a contrast in research methods with Ibrahim's
research (a questionnaire with distinct categories), and a similarity to

Collins' in that in-

depth interviews and the leaders' own self-descriptions were what formed the category
here. It became clear that the leaders felt a calling to change the way they had operated

their business and/or practiced leadership at some point in their lives, one which is based
on their inner values of following Christ. To a leader, they said that their leadership

foundation was not (or no longer) based.solely on striving for profits and performance. In
addition to this, their foundation now includes operating out of a Christian value-based
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stance. This is so important to them that

it cannot be thought of

as being secondary to

their pursuits of profit and perfonnance, although the pursuits of profits still remained

a

top priority. But, the leaders interviewed unanimously felt that they would continue to
operate out of a Christian value-led position, whether or not their business went through

times of good performance or poor performance. This leadership value position was of
utmost important to them. Therefore, they all stated that they would never be able to
separate their personal Christian values from their personal Christian leadership styles,

whether this leadership style was applied to a business, a ministry or a non-profit
organization.

Another shared nuance of most of the interviewed leaders' self-identified
directions of calling, mission or purpose has to do with their views of their core values.
Practically all the leaders interviewed for this research possess stated core values for their
leadership, although sometimes these core values are not shared with the other company
leaders and employees (for those leaders who were not sole proprietors). Whether overt

or covert though, some people interviewed felt strongly enough about their calling,

mission or purpose to share some written objectives or goals with this researcher for how

they'll lead their organization. And these goals were found to be characteristics that,
although not unique to Christian behavior, are enveloped in Christian behavior

as

expressed by the Bible.

Examples af Calling, Mission or Purpose as Self-Described by the Leaders
The leaders interviewed for this research are driven to operate from a perspective
that can only be attributed to their Christian desires, and what many of them described in
some shape or form as a desire, calling, mission or purpose to

follow God's leading.
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Some of the stories of their desires to lead with a central purpose, mission or calling are
described here.

David McKnight has formed a leadership consulting firm that allows him to serve

non-profit organizations by helping their leadership team understand how to lead their
organization "by their own design, as God made them," and helps them to transition their
workplace into a Kingdom business. But in addition to this, his company can also
contribute consultation services

- and money in the form of donations-back

to the clients

he serves, in a unique purpose that he says blesses both parties.

John Wing desires to create in his organization a "safe environment

-

a

sanctuary." He feels called to create an atmosphere where employees should feel safe in
whatever level or type of faith they have. He says "Being 'God's sanctuary' is

important... It's a safe place to experience God's grace through us fieadership team and
other Christian employees]."

Tom Whitney's organizational mission is "to equip disciples in the marketplace...
to carry out the great commission. This is done through teams. ... Leveraging of a team
can do more together than alone."
Candace K.opp desires that "every person we meet should see Jesus, not us. We
need to have this as our goal." She feels that "the kingdom of God starts here on earth,

now," and doesn't feel that her business-coach competitor companies would have this
same goal. Candace is "hoping others

will

go ahead of her," and that "people should meet

Him through me."
Paul Ridgeway, Sr. says that "our goal is to seek His

will." Ridgeway discussed a

Barna poll which said that"95Vo of Christians never witness [about their faith in God],
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and

only IVolead someone to Christ." This is important to him, because he feels God's

calling is for him, and for everyone, to witness the gospel to others. "I'm more excited
about winning souls [for Christ] than winning business. . . . I get more opportunities to
witness than a pastor. [This is because in business] you meet more people because you're
out there in the world." Ridgeway feels obedient to the scripture he is called by:

"According to Romans, we have to tell someone [emphasis his]." He also states that there
is "no retirement mentioned in the Bible;" therefore, his purpose will be to use his
platform of business connections with people to become "less involved in the company to
evangelize more."

Another leader who mentioned witnessing as a calling and as integral to his
company's purpose is John Gulden, who witnesses in different ways to his clients. He
mentioned that upon completion of a construction job he

will witness verbally

and give

his clients a gift which expresses a message of hope in Christ.

A common theme of the leaders was to "follow the will of God." This was
emphasized by a retired business leader of a large (200+ employee) manufacturing
company. He felt their "key phrase

-

desire to follow the

will of God" was so important

of a calling that at one time they "had a statement of commitment to follow the will of
God." In later years, he described a four-pronged approach to "wholeness" that led off

with "#1, Purpose: To have

a

higherpurpose than the accumulation of wealth." More of

his views on the four points of wholeness

will follow in the Cultural Values section of

this paper. A key aspect of the calling that this leader, who asked to remain anonymous,

felt regarding following "God's overall will" is the pursuit of "relationships with one
another."

Christian Value-Led Companies 3l
Jay Bennett describes a desire to "merge beliefs" with his business of running

a

law firm. He mentions the two greatest commandments of the Bible "Love God with all
your heart, and Love your neighbor as yourself' as an important inspiration for his
leadership style. He feels that he "comes at business" with this perspective of loving your

neighbor (fellow employees and clients in this case) as yourself, by treating people with

dignity and integrity. He describes a scenario of mankind needing to combine spirit, soul
and body in all areas of their lives, including their work. In most cases, Bennett says,
businesses allow the employee to include soul, which is "mind,

will

and emotion" with

body. But, he says, "Typical businesses operate where they can only accompltsh 67Vo of

this opportunity, because spirit is missing," and he desires to incorporate that component
in his workplace. He strives to make his corporate atmosphere one where "success" is

definitely present, but so is "significance," through the obedience of the "love your
neighbor as yourself' commandment. He senses a purpose to "have a bigger impact on

people" than to just pursue profits together with and through them. According to Bennett,
his business gives him "a platform to reach people." He decided with his business partner

how "they'd like to live" [according to their values], and they "built our business to fit
that," and this became his mission in both of his businesses.
Strategy/Planning
In the interviews a theme emerged surrounding business planning and strategy
planning. Over half of the leaders mentioned something to the effect that most
American corporate strategy planning is being done nowadays with numerous methods
such as financial tools, analyses and forecasting models, research on competitors,

customer-focused market research, etc. Yet, in addition to these methods, these leaders
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felt strongly about putting prayer above them in terms of doing their own business and
strategy planning. A11 the leaders interviewed for this research felt that in some way they

highly regarded prayer as the number one method of discerning their future business
plans and actions. What were found to be of significance in the discussions were these

recurring aspects of the leaders' planning and strategy:

t

Planning is influenced by calling/mission/purpose

.

Prayer is foundational

.

Prayer, meditation, listening, silence, discernment, "stepping aside of oneself' or
some activity like this is an important aspect of their leadership. They felt this

type of activity was somewhat unique to their personal leadership style and was
not commonly practiced by others.
P

I

annin g is I nflue nc e d by C allin g/M i s s ion/P urp

os

e

The leaders felt that their purpose in leading the organization with Christian
values had a direct influence on how they would structure their business planning and/or
strategy. Four interviewees mentioned that they would not be able to accept clients from
industries whose ideals and values represented a contradictory approach to their purpose

of advancing God's kingdom. This would cause them to steer clear of sources of revenue
that their non-Christian values counterparts would tind very lucrative. For example, a PR

firm could not take on pro-abortion or pro-homosexuality clients;

a law

tirm would not

want to represent a liquor or tobacco company, etc. Therefore, in certain situations the
leader's beliefs regulated their planning, core business objective and growth strategy to a
strong degree.
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Prayer is Foundational
The leaders interviewed felt strongly and unanimously about prayer being
something that was integrally involved in their planning. They felt that being in prayer
was essential to their ability to lead with a Christian values perspective. They also viewed

prayer as a starting point, before all other types of strategy planning methods or tools
were to be used. Five leaders stated that they felt that prayer had to be "structured in" to

their daily schedules because of its importance. They had scheduled weekly meetings
which were either prayer meetings or a combination of business and prayer. Of these
leaders, two also felt, though, that quite often prayer can end up becoming "situational."

What they mean is, since the Bible doesn't cover a lot of specific unique situations they
run into, prayer is needed overall. However, they feel the proper overall solution is for
them as a leader to be "spirit-led" and to pra], and to follow the Lord's

will all of the

time rather than just looking to the Lord only in times of situational need.
Seeking the Lord's

will

was a fervent desire mentioned often by all of the

interviewees. Some of the leaders felt that since their organization's leadership group

involved more than one person, it might be impossible to "discern" the Lord's will for
their company since there might be different thoughts by each of the leaders as to what
this discernment is. But feeling that there might not be a way to unanimously know Gods'

will for the company didn't keep the leader from pursuing God's will for his own
individual leadership style and decision-making.
Achieving Balance: Prayer, Listening; and. Looking Beyond Oneself
Most of the leaders interviewed felt that a closely-related aspect of their prayer,
and, therefore, planning, was the ability to listen or discern what God's answers to their
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prayers were. In order to attempt to learn this, many felt that they had to spend
considerable time alone "listening" in prayer for God's leading. This is something that
came up remarkably often by the interviewees (10

of

ll

mentioned something to this

effect). A few went further with this topic and said that "achieving balance" was
necessary for a leader trying to lead a business with Christian values in mind, and that in

order to do this the leader had to "get away and listen" or "step aside from

himself in

order to properly focus and let wisdom, discernment and "balance" come about (three
mentioned this). Some mentioned that this aspect of personal leadership growth was
something that they hadn't found to be widely practiced by others, and felt that it may be
somewhat unique to them, due to their Christian-values based approach to leadership

(two stated this).
Examples of the Leaders' Prayer Habrts
Rather than the traditional attempt in business of "making a plan and trying to

predict the future," David McKnight talks about "stopping," "preparing," and asking God
the question "Who do we talk to?" Listening and discernment on a daily, even hourly,
basis is important to him in planning out his time and direction. He describes his view

of

this approach to business planning with the analogy of being on a moving walkway at an
airport, stating that he is not walking solely of his own power, and he is not stopping his

walking and expecting to be carried along by God. Rather, he is praying for God's power
and leading, then walking in obedience, and being accelerated along in a unified effort

with God, while being directed by Him. McKnight feels that it is sometimes more
important to have a "lack of a business plan" so that he can be more focused on God's
leading.
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Rhonda Kalal of Home Instead Senior Care feels that prayer is "fundamental,"
and Jane Brown of Get-It-In-Your-Soul "trusts in God as a 'Waymaker"' through her

prayer. Jeff Hagen of Entero talks about how his company plans with "prayer in Monday
and Friday meetings, about personal needs of the employees as well as needs of the

business." And Candace Kropp says she "does a lot of praying" and she "stays and goes
when God says." She says that, for this reason, her "business plan is not set in stone." She

talks about being "obedient to God's plan for each day, even if it is different from my
own goals."
John Wing discusses planning this way: "we first had to dedicate the business to

Christ

-

not that "He gets a voice"- but He has to own it, and we are just stewards." He

says that "prayer is the most fundamental thing we do, and we've learned we need to

'structure it in' to partner meetings each Monday." Regarding strategies needed for
specitic situations, Wing says "the Bible doesn't cover a lot of situations. The "catch-all"
is being spirit-led." Following the Holy Spirit's leading in an integral, deeply ingrained

wfl], and in all situations

and not just some, is what Wing feels is important to business

planning for his company. He says "In order to be led by Spirit you've got to pray, and
then listen!" He says this is foundational for them.
Paul Ridgeway, Sr. talks about how crucial it is in his event planning that they

"can't make mistakes. This causes enorrnous stress. You've got to put pride away. Put
people around you that know what to do." He attributes a huge part of their success to

"Prayer. It's answered if it's His will. What is your will? We've also got common sense."
Ridgeway feels he has lots of talented and gifted people that he surrounds himself with,
and he himself must put away his ego and practice humility. He himself possesses much
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skill in what he does,

as has been

proven out by his track record. But, he has the common

sense to know that he has to get out

of God's way when God's will needs to be done

regarding his business. He says that he asks for this leading by "praying a lot with the
senior management team." He says that "our strategy is obedience. We pray He

will

open

doors that need to be opened, and He'lI close doors that need to be closed."

A leader of

a large manufacturing

firm discussed a key concept he and his

partners strongly believed in when forming their company: "desire to follow the

will of

God." But as their company grew in size, he stated "how do you know this for a large
organization? Do you know it by a two-to-one vote? Through a "company prophet"?" He
mentioned that he later came to the understanding that
one, he can reveal

"if

God can reveal

it to others." Therefore, "more prayer came

as needed"

it (His will) to
in these

situations.
John Gulden and Jay Bennett talked about similar prayer habits in similar
conversations about business strategy and success where they stated that God's

will is

more important to them than just pursuing profits for themselves. On this, Gulden
referenced Matthew 6:31-33 which says that someone isn't supposed to worry about

having enough food and material things to live on, but rather people are supposed to

"Trust in the Lord. Lean not on your own understanding," as a personal motivator for
focusing on prayer which comes from Proverbs 3:5-6. And Regarding Christian
businesses, he cites Galatians 6:10: "Therefore, as we have opportunity, let us do good to

all people, especially to those who belong to the family of believers."
John Gulden's desire for his business's success is not rooted in spreadsheets and
hard data analysis and planning, but instead is based on these beliefs and his prayerful
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focus on them. Similarly, Jay Bennett mentions that "you still have to be excellent in

business... but the difference is prayer." He mentions that praying to have opportunities
to do good is important to him, and he cites Eph. 2:10 in this regard: "For we are God's
workmanship, created in Christ Jesus to do good works, which God prepared in advance

for us to do." Bennett stated at one point in his interview that he has been blessed and
successful, but at some point he had to ask himself - and all businesspersons should ask
this, he pointed out - "how much is enough?" Gulden and Bennett's similar statements
show their desire to do good works they can only do through God, which are ordained in
them, and that these works are more powerful motivators than merely profits. And what
is fitting with this category of the research is that their pursuit of this endeavor is rooted

in prayer in addition to, and sometimes in place of, traditional business strategy planning
techniques.

Cultural Value s :

C ommunityl Relations

hip s/Transp ar ency

Leaders interviewed for this research felt strongly about the topic of cultivating

community and relationship inside their organization. Eight leaders mentioned that Jesus'

ministry was about creating community among all people including dissimilar people,
and that His 'two greatest commandments' include 'loving God with all your heart' and

'loving your neighbor as yourself.' Therefore, they felt compelled to attempt this within
their organization. Some key points mentioned in relation to this topic follow.
Employees are Viewed as People, not as Resources or Workers

All

the leaders made some mention to the point of loving of others as greater than

oneself is integral to their seeing and valuing employees as human beings, rather than

as
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"human resources", workers or employees. Some said that all people should be viewed

as

"children of God."
Relationships and Community are Encouraged and Intentionally Fostered
Even though not all employees at the leaders' companies' are Christian, and
marked differences in interests, personalities and temperaments existed as they do in all
companies, the leaders intentionally encouraged acceptance of and relationship among
employees. Most had varying ways of attempting this, but a somewhat universal method
seemed to be that the leader would lead by example, by trying to cultivate relationships

with as many people as was possible in the organization (of the eight who worked with
multiple employees, seven mentioned some aspect of this).
Another widespread method of bringing people together and creating a culture of
trust was by attempting to be as transparent as possible. Two leaders stated that they felt
that people

will become more trusting of someone who is open and honest and allows

their inabilities to show. Asking for help in areas of weakness, rather than masking this,
was something these interviewees felt helped in creating trust and community in their

network of employees. Three of the leaders interviewed felt that the way they handled
conflicts and conflict resolution also contributed to creating community at their
workplaces. They felt that their self-described style of conflict resolution emulated the
way Jesus would handle conflicts or disagreements.

An Empowered Servant-Leader Approach
Another major way the leaders tried to create community and relationships was to
change the traditional autocratic top-down or command-control type of leadership often

found in the past in many organizations into a more empowered, servant leadership-type
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approach. This attempt at creating freedom, empowerment and autonomy was something
the leaders felt was important in equipping employees to become "whole" persons at

work, without having separate 'compartments' for their spirit, mind, body and soul
aspects of their beings, and their talents. This was discussed specifically and in depth by

four of the leaders, and touched on a bit more vaguely by four others.
Value-Driven, Spirit-Led, Safe Environment
As the leaders discussed this aspect of the organizational community they were

trying to foster, they used words or phrases to describe it such as these: "inclusive",
"safe", "central purpose of growth of people," "opposite of "greed and fear-type" of
environment," 'obecome a company built for otherso" "create an environment of freedom,"
"create an environment that is all about human-ness," "come at business from a greatestcommandment perspective," etc. This shows the desire the leaders have to build a culture
and environment that values the human being, rather than values them as a means to an

end (profit).
" Wholene.s.s

" or Holistic/Inseparable Values

Closely related to the environment the leaders were trying to create is the message
they were trying to instill in people, that says that each person is encouraged to pursue
personal wholeness at work, where their spirit, mind, body and soul should be "as one"
and not be separate for any reason. For instance, many Christians feel that they leave

behind their Christian values or ministry when entering the secular workplace, because

it

is set up to be a very forbidding place for these things. The leaders interviewed for this

project felt otherwise. They felt strongly that a person could not be their true self unless
they felt they were "whole" at work and not "divided", "compromised" or "not included"
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in some way. This was true for Christians and non-Christians, the leaders felt. All
employees deserved to be given the opportunity to feel unthreatened and safe for
whatever beliefs they had, and they should not feel they need to express themselves any

differently at work than they do at home, school or church, and that a diverse atmosphere
was desired and pursued at the organization.

The term "wholeness" was used by a few leaders, as were similar "non-Christian"
terms like "holistic" or "design." The leaders felt that

if

they explained to employees their

goals for them of pursuing approaches to their work in "values" terms of "wholeness",

"holistic" or "that you were designed for," people that were non-Christian or of differing
denominations would still understand it. These descriptions, although not Christian terms,
were referred to by four of the leaders as either "based on biblical instruction," or

"similar to Christian" terms, but they indicated they felt these "values terms" were more
universally accepted by others. And some leaders felt that changing mission-statement
terminology away from Christian or biblical terms to more generic values-based
terminology helped to make some people feel included who expressed dissatisfaction

with the Christian values terms. This was their way of steering clear of discrimination
and fostering a feeling or an environment of inclusion of all people. Even though this

type of values-based approach is utilized by non-Christian organizations as well, the
leaders interviewed here signitied that this type of approach grew out of their beliefs in

following Jesus and were their expression of how they feel Jesus would value and lead

a

group of people. This was their impetus for instituting this type of leadership, rather than
basing it on imitation from other types of notable organizations' approaches.
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Examples of Leaders' Views on Community, Relationships and Cultural Values

As mentioned earlier, John Wing stated that he wanted to have a "safe" place
where people of all beliefs and levels of beliefs would feel welcome and comfortable.

Another aspect of the type of community he's trying to foster results from his beliefs on

Bible studies within the company. In the company's earlier days, they held Bible studies
where the employees were welcomed to join in. Later, as the company grew, he felt that
they should discontinue the Bible studies because there could be some kind of "implied

armtwisting" to follow the leader's values, and they didn't want to risk this occurring.
Therefore, they changed their Bible studies to not be public within the company. Instead,
he and the company leaders wanted "people to be free where they're at with God and let

God lead, rather than have it be some kind of programmatic thing."

Wing feels that "sometimes it's time to talk; other times it's not" when it comes to
speaking out loud about God. He feels that "actions are okay" in demonstrating faith,

as

they don't make people feel uncomfortable, as words might. At Wing's firm, not all
employees are Christians. He said the

"[Holy] Spirit leads on employee decisions", and

that new employees receive a "disclosure" of what the company is all about. Potential
employees are told that there are no sanctioned Bible studies, but "on the

very vocal about our faith

flip

side we're

- we pray." Wing says that "prayer is the most observed

Christian action" at the company. Wing is careful to maintain the "safe" atmosphere he
wants his company to have. He mentioned that sometimes an employee can get a
message from outside the company (from their church, etc.) that they need to be vocal

about evangelizing in the workplace, and Wing wants to be careful with this, because it
can jeopardize the "safe" environment to others who may not want to be evangelized to.
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Wing says the "church sends businesspeople to the marketplace, and it becomes a 'share
your faith experience,' which is not necessarily "a holistic approach to relationship."

Wing feels that when their company's holistic approach to relationship is explained,
people of different denominations or faiths can understand it. He says it's beyond the

level of just evangelizing...just sharing your faith.
Tom Whitney of Christian BusinessMen's Connection (CBMC) similarly states
that, in a safe and encouraging environment, "we can do more together than alone." He
says that even though his organization's connection teams are meeting for prayer

regarding their business lives, they "typically meet in public places, like restaurants, etc.

Not so much churches. Non-church settings work better" for creating an environment that
is conducive to all members feeling equal, or safe.
Some instruction Wing feels led to

follow from the Lord regarding the community

ideology of his company is revealed in his discussion of who his company is built to
benefit. This illustration is begun with Wing saying this about people who have a worldly
view of things: 'othe world's way says: "people are built for me," Our company is
company built for others, and we're going to trust God through

a

it... And it's a struggle,

of people versus profits, but you can't try to balance them." What Wing is saying is that
the company's leaders don't view their employees as resources that can benefit the
leaders. Rather, he is saying that

it is the other way around: the company is built to

benefit other people. Wing quotes Jesus in this, who said "Seek tirst my kingdom"
(Matthew 6:33) in response to those who worry about whether they would have enough
clothing or food that they thought they needed. He felt a similar prompting: to keep his
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eyes first on God, and other company needs would then be taken care of as a result, and

there would be no need for him to have to try to balance his focus on people and profits.

Wing says that another function the company tries to undertake in order to create
a

positive culture of community is to give away books to employees he has discussions

with, who may seem to be interested in certain topics, like leadership, self-improvement,
etc. He feels this builds a relationship between people and leads to creating an
atmosphere where employees know they are cared about by their company's leaders.

Jeff Hagen of Entero feels that developing trust is integral to creating the right
atmosphere needed for win-win relationships with both co-workers and customers.
Therefore, as Wing discusses a "safe" atmosphere, Hagen similarly discusses creating an
atmosphere of "trust" as an integral company objective. Hagen describes his term

of

"relational equity" as something that exists when both parties recognize trust first, and
then value. He feels that by "focusing in on the caring for the person you're talking to,

you're learning to listen and to care and to provide value for them." Hagen describes

"finding common ground" as a key factor in connecting with people, whether they're
employees or customers. Since he is focused on driving business development, he is
concerned that his sales staff and their customers arrive at this common ground. Hagen
feels that fostering trust is the key to achieving common ground: "There are two things in
a sale: trust, and value proposition. You

can't get to your value proposition if the person

doesn't trust you." He goes on to say "the piece of trust with common ground is key."
When trust is earned, it is usually earned by serving others, Hagen feels. Fear can't exist

within trust. "Fear is self-focused as opposed to serving," he says. Therefore, Hagen's
ultimate objective is to earn trust to create value for others, and this "leads to opportunity
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for ministry." And this brings his objective full circle, because the opportunity for
ministry, as he describes it, is to "care for the person you're talking to... learning to listen
and to care and to provide value for them," which is the first thing that Hagen wants him
and his people to do for others, and by doing this

it leads to this same last thing he wants

him and his people to do: earn opportunities for ministry. The objective for "relational

equity" is always present, and must be interwoven through all that they do, rather than
becoming self-serving "means-to-an-end-type" actions.
Relationships are also a key for Candace Kropp's consulting and coaching
business. She says that in her day to day operations, "the top priority is relationships.

What's more important at the end of life? Is it tasks, or relationships? It should be how
people remember you." She mentions that her workplace atmosphere is "all about
"humanness," a word she uses to describe relationships. Just as Hagen uses the term

"relational equity," Kropp uses "humanness." In her approach to humanness, Kropp urges
her clients to "not separate business from other parts of life," to not 'oshut ourselves

off

when we go to work," and to observe a more "holistic" approach to work and life.
Paul Ridgeway, Sr. intends for his business to focus "on how we treat customers
and employees." He wants his workplace atmosphere to be a "positive environment

where employees are treated well." He mentioned a specific example of a workplace
issue where he felt compelled to apologize to an employee, and thought that a former

employer of his would never apologize to an employee, but Ridgeway wants to be
different in this way. He wants to "practice forgiveness." He mentions that in following

biblical principals,

'owe'11

exhibit what we pray about."
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One leader of a mid-to-large size manufacturing

firm described in detail the type

of "inclusive" atmosphere he tried to foster in the workplace, and how it evolved over
time. He mentions how voluntary Bible studies were discontinued around 1980 as the
company grew in size, because of the desire to not have anyone feel "not included.'o He

felt that if their faith didn't allow them to participate in the Bible studies, then the Bible
studies should be discontinued so that everyone was on equal footing, and

"inclusiveness" could be fostered. He says that he and the other company leaders didn't
want to be exclusive, but wanted to be faithful, and they encouraged others to meet and
pray, not on company time, but they could use company premises

if they

so desired. He

himself chose not to participate though, because he felt that he may end up having

a

closer relationship with some of those in the group than others who would not be in the
prayer group. He said it didn't feel right to do anything that would create favoritism.

This leader went on to mention that the company had a statement to "follow the

will of God"

and ended up evolving into a "step by step progression to preserve

faithfulness [in God] but include others." They ultimately ended up not using the formal
language "follow the

will of God" but instead used terminology "rooted in Judeo-

Christian values regarding following "richness". He said that the leaders decided to use
"values language instead of spiritual language" because people of all faiths and
denominations could relate to

it and would not feel excluded by it the same way they

might with spiritual language. He felt that the company had a "central purpose of growth
and development of people." He had a deep desire to "create wholeness at work."

A big

reason for his desire to create this type of atmosphere at work this way was because he

would hear employees say something to the effect of 'oI like everything about the
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company, except I feel excluded in the mission statement [which is to "follow the

will of

God"]." So he changed it to accommodate them. This was due to his desire to make it

an

"inclusive" atmosphere at work, and it was "not due to legal pressure.'o One of this
leader's last comments in the interview was this: "this process made my whole spiritual
philosophy more inclusive of others." This leader went on to work in a foundational way

with an organization that seeks to create "wholeness" in the workplace, where

a person

would and should feel able to bring their whole self to work and not feel divided in any
way.
Jay Bennett describes his version of workplace wholeness to include three aspects

of a human being's spiritual makeup: spirit, soul and body. These three human attributes,
which were first described by Chinese missionary Watchman Nee, according to Bennett,
are only partly accommodated in many businesses. Bennett says that the soul and the

body are "the two places that typical businesses operate," and that because of this "they
can only accomplish 67Vo of opportunity because spirit is missing." He says that when

people are not allowed to be true to their spirit or spirituality at work they are not going to
be

fulfilled human beings. Bennett

says that "relationships are

important" at work, both

with God and with each other, and he described a few ways in which he works on
relationships. For him, relationships begin with his one-on-one relationship with the Lord

in a daily way, with his wife in a daily way, and with his close friends. Further,
relationships with others in the workplace stem from these foundational personal ones.
This seems similar to what Rhonda Kalal says is the number one issue she tries to
promote at work... to find and help others find "who we are in Christ." Having a

foundational relationship with Jesus helps her to know who she is in His eyes and helps
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her to realize His purposes for her in the workplace. From here she is able to relate to
others in a more personal and purposeful way. This is observed in what she mentions

as

some of her company's mission statements, including: "A11 that we do is to honor God.

We show dignity and respect to those we are serving." She describes a passion for
helping people, especially elderly people, rediscover the purpose in their lives. This, for
her, is the ultimate way to connect with other people in purposeful relationships and help
to foster community in her workplace.
Types of Adversity or

Dfficulty Resulting from Value-Driven Leadership

This category of observations represented a wide variety of issues that weren't
consistently faced by all the leaders. But all the leaders did unanimously feel that they
faced certain types of adversity that they wouldn't have otherwise faced

if

they hadn't

chosen to lead from a Christian values-based approach. Each leader's self-described

adversities seemed to vary due to their differing perspectives on the degree to which they

felt led to express their Christian values. For instance, some of the leaders felt that their
position of leadership in running a Christian values-based business was a calling from
God to a certain kind of mission field, which they could use to witness for God. Others

felt that it was their purpose to operate the business with a basis formed by Christian
values which could be expressed in non-Christian terms which would appeal to people

of

all religious beliefs, and could be lived-out but not necessarily spoken out. And there
were other leaders who felt compelled to try to operate in balance somewhere between
these two approaches, whereby they would primarily try to treat their employees, vendors
and customers with Christian values in mind, but wouldn't necessarily speak of these

values or vocally evangelize or witness unless the right opportunity presented itself.

Christian Value-Led Companies 48
Overview of Types of Problem Issues Resulting from Value-Driven Leadership
Regardless of the covert philosophy and overt action of the leaders, they all felt

they faced adversity attributable to their Christian values-based leadership approach,

as

mentioned. Some examples of these types of difficulties are legal issues including

potential discrimination lawsuits; the potential exclusion or loss of certain kinds of
business opportunities; and the loss or endangerrnent of employee and/or customer

relationships. In addition to these, there was another issue of adversity which, although
not faced by all of the leaders interviewed, was faced by all of the leaders whose
companies employed other people. The sole proprietors were the only leaders who did

not speak of this issue to follow, for obvious reasons which will become clear. This key
issue of adversity involves the cumulative effect of the following things which can result

from too much empowerment of an employee: the growth of a sense of entitlement, the
loss of a culture of accountability, and the difficulty in reclaiming a culture

of

accountability.
Potential Legal Issues Faced / Discrimination Lawsuits

All of the leaders interviewed for this project

stated that they felt that they had a

calling or purpose for leading an organization through biblical principles and Christian
values. Yet they knew that legally they need to be careful in how this is expressed

publicly, because misperceptions by employees, customers or vendors could potentially
allow them to face a discrimination lawsuit of favoring Christian employees over other
non-Christian employees. This type of lawsuit could be related to hiring a Christian over
a

non-Christian, promoting a Christian over a non-Christian, etc. Any situation where a

leader could potentially show extra favor to one type of employee over another can result
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in a discrimination lawsuit. And certainly religion involved in relationships could be seen
as a something employees could perceive

favoritism and discrimination in, some of the

leaders felt. Therefore, they were careful in showing favoritism or discrimination in any

way with their employees.
Examples of Potential

Legal Issues Faced / Dtscrimination Lawsuits

This is a common and obvious issue that a Christian values-based leader will face
in the workplace: making sure that she or he does not discriminate in any way, especially
by way of any practices involving their faith. Five of the leaders, including all of the
larger-company leaders, mentioned the possibility of facing a lawsuit

if they

discriminated in any way, and they all seemed very aware of how to run their businesses

in a non-discriminatory fashion.
Earlier in this research it was mentioned that one leader spoke of comments from
his employees which stated

"I like everything

about the company, except I feel excluded

in the mission statement," and he responded by changing the mission statement to
accommodate as many people as possible. He felt

it was important to create

a sense

of

"inclusion" for all employees. He stated that this change was done voluntarily to create
inclusion, and not undertaken due to any type of legal pressure. And he also stated that

if

this change was not handled properly it could have caused exposure to the risk of a
lawsuit.
David McKnight mentioned that his wife, who is an attorney, has spoken of the
term "Christophobia" as an opposing sentiment to Christianity. A Christian values leader
must be aware of this "Christophobia,"

if he or she wants to limit

exposure to legal

issues. Knowing who you're working with may help you understand the degree to which
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you can and cannot use Christian values in your leadership practices, a few of the leaders
said. Three felt that by not having Bible studies at their company they were helping to
create a sense of inclusion and

limiting the exclusion that some might otherwise feel, and

therefore also avoiding the possible legal issues which might accompany having Bible
studies at work. One leader felt that "Bible studies became divisive, and so were

discontinued."
One leader mentioned that, legally,

if

a company

isn't

set up to have a Christian

purpose in its bylaws it can't ask Christian questions when hiring, whereas one that does
state this Christian purpose may ask questions regarding Christian beliefs. He emphasized

that this is important to adhere to in order to avoid legal trouble. In specitic situations

it

may lead to difficulties in hiring the best people.

Exclusion of Certain Types of Business Opportunities
Five leaders interviewed felt that they could not pursue any and all sales
opportunities or vendor/supply opportunities which would come up, because of their
Christian beliefs. For example, some leaders mentioned that they couldn't and wouldn't
pursue business opportunities involving the promotion of tobacco and alcohol, or the

legal representation of clients involved in practices that run counter to biblical principles,
such as same-sex miuriage, etc.

Examples of Exclusion of Certain Types of Business Opportunities
Candace Kropp feels a difference between her vision and her competitors exists:

in her life-coaching business she refrains from telling her clients "they can have the
greatest life possible

-sorry!- this is not guaranteed!" This may put her on unequal

footing with her competitors, who are also under evaluation by her potential clients as is
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she. Her competitors may intimate that the client can grow to have a "great

life," but

Candace, because of her Christian values, does not feel she can make this type of a

leading statement, hecause it is in direct refutation of the biblical instruction which guides
her faith.
Jane Brown feels that her business of selling a product with a biblical scriptural
message also faces challenges in being competitive with other secular products at trade

shows where they are both exhibiting. Brown feels that sometimes the secular messages

in her competitor's products which promote worldly things are far more attractive to the
people she is trying to reach with her Christian-message product. She has made some
advances against this by coming up with a non-scriptural "inspirational" version of her

product, though. This product is meant to "draw people in, then they see Christian
messages [in the other product]." Brown feels this "stealth" marketing approach has

helped her increase her business and become a "light in the darkness" at secular trade
shows. Kropp mentions something similar in that

"if you state "Christian" in [regard to]

your business the world will try to lynch you. But you should stand firm when you do
choose to use

it. Sometimes you shouldn't state it, though, and just live it." David

McKnight refers to the term "Christophobia" in regards to situations he faces that may be
somewhat similar in nature. And Paul Ridgeway states that when he feels persecuted in
his business for his Christian beliefs

"it is better to obey than sacrifice. To be attacked,

but sustain." Jay Bennett seems to agree when he says that "faith may cost business," but

it gets easier over time, through experience and increased financial

success.
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Risk of Loss of Employee, Customer or Other Relationships
Because of the Christian value-driven philosophy of the leader, certain methods

operation might be different than what a non-Christian leader might employ. Because

of

of

this, some non-Christian employees or customers may find themselves feeling excluded
or not part of the favored "Christian-employee" crowd, and this is something the leaders
wanted to strive to avoid. Creating community was stated many times to be an important

objective to the leaders, yet they felt that if they did not work to stay aware of the
perceptions and feelings of their employees and customers, the exact opposite might be
achieved.

Examples of Risk of Loss of Employee, Customer or Other Relationships
Rhonda Kalal mentions that loneliness is a related issue to this topic of difficulties

which can result from a leader's Christian value-based leadership. She feels this
loneliness occurs because of the way the business must be carried out due to the leader's

Christian values and beliefs, which are much different than the way secular competitorleaders would operate their business. For example, choosing to lead with a foundation

of

Christian values isn't very common, Kalal feels, and, therefore, there is not much
company with other business leaders in this. Because leading from a position based on

Christian values isn't common, and a leader can feel as if they do not have many business
peers or confidants, being able to network and connect with other Christian leaders is

difficult. This networking is an important way to learn from and trade information with
peers, and

it is something that is readily available to secular business leaders, but not

Christian business leaders. To combat this sort of thing she has begun to lead a local
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chapter of the US Christian Chamber of Commerce, which aims to create a wide-ranging

community for Christian business leaders.

It has already been mentioned that to sanction Bible studies on the company
premises a leader might alienate some employees who wouldn't feel led to participate,
thereby creating a sense of exclusion which could create divisive employee relationships.

This exclusion is another one of the difficulties that arises from a Christian leader's
values-based leadership approach, because a secular leader wouldn't face an issue like

this.
Some of the leaders have also mentioned that by using Christian values and terms

with certain customers, they could jeopardize possible business with them. This loss of
customer relationships is another difficulty mentioned by a few of the leaders

as

something they are keenly aware of, and which they strive to minimize. This again is

a

unique situation for the Christian leader, as his or her secular counterpart wouldn't have

to deal with such an issue.

Also previously mentioned was the inability for a secular company's leader to ask
questions about Christianity during the hiring process. Asking these questions would risk
attracting a lawsuit. But not being able to ask these questions may also jeopardize the
leader's ability to acquire the best qualified employees for the firm and the culture it is

trying to cultivate and the mission it is trying to pursue, according to

a couple

of the

leaders.
Issues

of "Wholeness," Autonomy, or Empowerment Problems with Employees
Creating an atmosphere of "wholeness," autonomy or empoweffnent in employees

is a theme that was mentioned only by those who lead larger organizations. According to
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the leaders, it remains one of the most mystifying problems to resolve. Five of the leaders

(who employed others) spoke to this phenomenon to some degree. Some thought it was
more of a problem than others. But two of the larger-organization leaders viewed

it as a

very real and major problem, and something that mystified them in regards to how to
resolve it.
Leaders would describe this issue to the effect that it is one that is not necessarily
a

"Christian" issue, but it stems from their desire to create a community of empowered

and "whole" people who are able to use "a11 of their gifts or giftings from the Lord."

Whether or not they describe this root cause in "values" based terms or "Christian" terms,
they felt that this issue stemmed from their personal belief in their calling to lead with

Christian values in mind. The leaders described this phenomenon by emphasizing these
issues and progressions:

I

In the atmosphere of empowered autonomy and wholeness which the leaders
strived to create, some employees, over time, had developed a o'sense

of

entitlement" to their "freedomo'or autonomy.

.

In time, a lack of accountability seemed to accrue among these people as well.

.

The leaders faced difficulty in regaining a balance of autonomy, productivity and

accountability with these types of workers.

.

This phenomenon resulted in divisiveness within the organization, the exact
opposite of its intended objective of "community."

Again, the leaders stated that this phenomenon was not solely the result of a

"Christian" leadership philosophy... they felt that other progressive secular organizations
found themselves with this same type of divisive culture. But they felt that the root
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aspects of their Christian leadership probably exacerbated this, and they didn't have good

methods in place to cope with those who took advantage of the empowerment culture
they sought to create. They also felt they had an obligation to be patient and generous

with people in divisive situations.
Examples

of "Wholeness," Autonomy, or Empowerment Problems with

Employees
The phenomenon of adversity in the workplace resulting from issues

of

wholeness, autonomy or empowerment is not confined to Christian value-led
organizations, the leaders say. But they felt compelled to work on creating a sense

of

community due to their values, and felt that this phenomenon grew out of the attempted
environment of community. They also felt that they should exhibit patience, kindness and
love towards people in the organization, and that this generosity might have exacerbated
the sequence leading to strife in the workplace. This progression is described again this
way:

.

In the atmosphere of empowered autonomy and wholeness which the leaders
strived to create, some employees, over time, had developed a "sense of
entitlement" to their "freedom" or autonomy.

.

In time, a lack of accountability seemed to build among these people.

I

The leaders faced difficulty in regaining a balance of autonomy, productivity and

accountability with these types of employees.

o

This phenomenon resulted in divisiveness within the organization, through
perceived unequal treatment of some, which resulted in the exact opposite of the
intended "community" objective.
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Again, the leaders stated that this phenomenon was not solely the result of

a

"Christian" leadership philosophy... they felt that other progressive secular organizations
found themselves with this same type of divisive culture. But they felt that the root
aspects of their Christian leadership, like "loving others as greater than yourself," or

through serving all levels of people as Jesus did in his ministry, may have led some to
take advantage of the environment of trust and freedom the leader was trying to create.

A leader of one larger company described it this way within his organization:
"'W'e really wanted everyone to bring their

"whole self'to work. We had stated

we had a "central purpose of growth and development of people." But this created a

problem, because it had been articulated so strongly." He went on to say "entitlement
came about

-

people lost accountability." This occurred when, he said, they

oogave

people

freedom to be who they are." He stated that he wished they had found a good way to deal

with this entitlement problem, as it became quite divisive and they had found no good
way of handling it. The other leaders of larger companies who talked about entitlement
issues also felt that they had no good method in place to counteract the problem, and that

their own sense of "employee care is viewed as ministry" and resulting patience and
generosity made this an even harder issue to solve.

More on Dfficulties Resulting from Christian Value-Led Leadership and Ultimate
Benefits

Two of the leaders interviewed spoke about how handling struggles and
adversities in their business is influenced by their faith. They feel that the way they
handle this adversity influences their employee relationships profoundly. John Gulden
says that

"during a crisis, when things aren't going well, that's when faith shows up." Jay
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Bennett says that as he "struggles through the same cycles any business would go

through, you try to hold onto your people longer. The leaders suffer longer [with reduced
pay rather than having to lay off workers]. You ride out the storm longer."
He underscores his faith in this type of approach by mentioning the "rich young

ruler" described in the Bible, and he states "how much is enough?" as the question that
the rich young ruler, and any leader, should ask himselflherself routinely. Bennett
describes this parable's lesson [giving away of one's riches] as something most secular
leaders would never consider doing. Bennett describes how 40To of the wealth in this

country is owned by only l%o of the population, and he wonders why leaders should get

rich at the expense of others, and he cites the rich young ruler as an example of a leader
needing to ask him or herself routinely "how much is enough?" Bennett feels that the
leader's actions

will follow his or her beliefs,

and his own beliefs are to keep asking

himself this question, and to take care of his employees in less of a worldly way and more

of a biblically-based way.
Another factor mentioned (by four of the leaders) as something which could
adversely affect their interpersonal relationships with their employees is how they handle
evangelism in the workplace. Most of this has been mentioned previously under the
category of Community, and therefore it isn't necessary to list all the opinions again. But

for the most part, the leaders felt that it was a delicate balancing act to know when and
where and, even,

if they should talk to their

employees about the gospel. More than one

leader felt they had a calling to do this and a platform in the business to do it. But, for the
most part, they wanted to find the right way to do it over time with people, rather than to

risk relationships by handling evangelism the wrong way in one moment in time, which
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would preclude them from getting a chance to live out or speak the gospel continually to
an employee over a longer period of time and getting to know the employee

in a more

personal way.
Soctal Benevolence
The leaders felt that giving of their time, money and talents was of significant
relevance to their Christian value-based leadership style. Four of them mentioned Bible
verses which describe this principle. For example, a parable by Jesus (Matthew 25:31-46)
was mentioned often, which says,

"I tell you the truth, whatever you did for one of the

least of these brothers of mine, you did for me." (Matthew 25:40) A verse in

Deuteronomy 14:22 was also mentioned by a couple of the leaders; this verse
recommends setting aside 107o of what you produce. Two of the interviewees also
mentioned that, not only did they feel strongly that tithing was commanded and their

willing obedience necessary in serving God, but they also felt that a blessing was
promised to those who do this, which could benefit their mission. These leaders
referenced Deuteronomy 15:10-11 which says:

Give generously to him and do so without a grudging heart; then because of this
the LORD your God

will bless you in all your work and in everything

you put

your hand to. There will always be poor people in the land. Therefore I command
you to be openhanded toward your brothers and toward the poor and needy in
your land.
The leaders who mentioned this felt that, not only would they be willingly helping
out the poor as God commands, but that God would bless them bountifully beyond
whatever they gave charitably. Several of the interviewees mentioned that they gave well
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beyond llVo of their company's and their personal earnings to charities, because they felt
they had been blessed by God and desired to share their "blessings." It was discussed that
they felt that no other competitors that they knew of were giving any kind of donation
amount close to 5Vo. One mentioned that a Fortune 500 company they knew of was
donating 5To of their profits, and although this was not a direct competitor,

it

was notable

because the 5Vo amount was thought to be unusually high in the business community.

Another common point of discussion by a majority of the leaders was their

willing obligation to give of their time and talents wherever possible. This was mentioned
as a way to

"give back to the coflrmunity" or to "mentor others." These were both aspects

of their Christian-values belief systems that they felt were important to adhere to in their
workplace leadership, as well as their own "personal ministry." Training other leaders
was a

fairly common discussion point of the interviewed leaders. They felt that this was

not meant to take the place of their gifts of tithing, but to be given in addition to their
tithes as part of their own personal sense of responsibility as well as the personal

fulfillment they get out of passing on their knowledge to others.
Examples of Social Benevolence Observed by the Leaders
The ways in which the leaders felt compelled to willingly give of their time, talent
and resources varied greatly. David McKnight describes how he re-structured his
business to contribute service and money back to the organizations he was working for,

sometimes in lieu of his own company being paid. This was his way of serving the

organization toward moving into a type of leadership he feels is important and necessary

in God's kingdom. This "pay it forward" approach,

as he calls

it, continues to increase in

his operations. Jane Brown contributes, as all of the leaders do, to certain charities. Hers
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include: Cornerstone, Naomi House, Union Gospel Mission, House of Hope, Refuge
Radio, Joyce Meyer Ministries... all of which are organizations formed to further God's

kingdom.
John Wing's organization has a tithe built right into the company budget. His

organization gives to a Christian foundation. A six person board figures out where all of
the contributions go. Wing also notes Ephesians 2:10 when it comes to helping out
employees: "For we are God's workmanship, created in Christ Jesus to do good works,

which God prepared in advance for us to do." He tries to encourage his employees to

think through "'What's your design? What are you specifically designed to do?" He does
this with the intention of "working around peoples' strengths a little, rather than plugging
them into something" that is not ideal for them. In this endeavor he hopes to edify the

overall situation of his employees beyond the job they are currently doing. Wing also
mentions that he gives away many books to people on topics such as leadership, self-

improvement, education, and even Christianity when the time is right and if, in their
relationship, it becomes apparent to him that the book might benefit someone. The
employee is under no obligation to accept the book, Wing notes.

Jeff Hagen's organization does some pro bono work for local Christian
organizations. Paul Ridgeway references his company's tithing as "way more than l0To"
and his time given away in volunteering efforts, speaking engagements and visits to

elderly and the sick as "sometimes too much" for what time he has available, but in
talking with him it appears he does his best to make as much time as needed in order to
help wherever he can. One leader talked about his company's charitable giving

of llVo

and said that "very few organizations do lOVo in tithing. Target at SVo is one of the bigger
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ones." His company's charities included: Young Life, various ministries, educational
organizations, disadvantaged people, a high-school alternative-to-incarceration program

for at-risk youths, Habitat for Humanity, and an education fund. John Gulden gives away
Bibles wherever he can. Jay Bennett mentions "tithing of first fruits
as

-

through lean times

well. And [we] give more than just an amount based on profits." As mentioned earlier

Bennett says that "employee care is viewed as ministry," and believes that the company
"leaders should suffer longer" financially, rather than lay off employees... they should

"ride out the storm longer." But in the instances when an employee must be let go,
Bennett believes that "terminations are handled liberally" by providing the departing
employee with a generous amount above and beyond what the employee has coming, and
what would normally be provided by another company. Bennett also believes strongly in

mentoring other young leaders, and in "reaching out to the next generation." And Rhonda

Kalal also believes in mentoring other young leaders as well.
Discussion and Implications

In interviewing the leaders of companies who are trying to abide by their
Christian values in their leadership, five major themes or categories were noticed. The
leaders stated in various ways that they did not want to be labeled as being a leader of a

"Christian company." Rather, they wanted to be identitied as a person who was trying to
lead from their own personal Christian values in a way which was inclusive of all others

in the organization and which wasn't discriminatory in any way.A majority of the
leaders mentioned that the company could not be "Christian," but its people

- and

especially its leaders - could. The five major themes that emerged from this research
were:
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1. A self-identification

of the desire to have

a

Christian value-led leadership style

and perspective for the organization.

2.

Strategy and planning methods centered on prayer and discernment in a

foundational way.

3.

Community as an important, intangible quality of corporate culture that was
fostered and encouraged in various ways.

4.

Issues of adversity and

difficulty that the interviewees felt were directly

attributable to their stance on leadership from a Christian values perspective were
apparent and were discussed. The larger-company leaders had developed, or tried

to develop, methods to eliminate or minimize the damage resulting from these

difficulties. One major difticulty repeatedly mentioned was the divisiveness and
lack of accountability which many of the leaders felt emanated from the type of
autonomous and empowered culture they themselves strived to create. None of
the leaders mentioned a good method or process to use to improve or eliminate

this situation. A few leaders mentioned they felt some sort of regret that they were
unable to do something about the predominance of this issue in their organization.

5.

High degrees of social benevolence were noticed. A majority mentioned that they
"tithed" at least l0%o as prescribed in the Bible, and many gave well over I07o tn
both their organization's donations and their own personal donations to charities.
Some mentioned that they thought this is by far an aberration for corporate giving,
as most corporations gave away less than a double-digit amount

of their profit

percentage. They also felt it was important to give of their time and talents in non-

financial ways, and that this was also influenced by their Christian values.
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The knowledge contributed by these leaders to this overall topic is great,

profound and varied. One thing that could be examined further though is how to deal

with and hopefully overcome the issue of sense of entitlement which seems to be

a

prevalent one in these types of Christian value-led organizations.
Next Research Steps

Although this researcher feels there are many avenues for next steps regarding
research done in this atea, two main ones are these:

l.

Similar research to this project can be conducted, but this time with a control
group of non-Christian value-led leaders to compare and contrast findings against;
and

2.

Research done to investigate ways in which leaders have worked to solve or

improve the adversity/difficulty issues brought forth in this research, such as the
phenomenon of worker autonomy leading to sense of entitlement.
The first research strategy mentioned above would be a logical next step to undertake,
because my project only attempted to observe and document themes in self-identified

Christian leadership processes. The next logical step would be to observe similar-sized
competing non-Christian value-led leaders and their companies. These themes and

findings could then be compared, contrasted and documented against the participants
whose Christian values influenced their leadership.

The second suggestion is borne out of a more practical need: to find ways leaders
have eliminated or alleviated the problems mentioned by the leaders in this research

as

ones they have continually experienced as Christian leaders. Specifically, this researcher
sees an existing need to compile

information and experiential examples that will help
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other Christian value-Ied leaders overcome the issue of entitlement, lack of accountability
and divisiveness which the leaders feel results from an atmosphere and culture of worker

autonomy and empowerment.

In this researcher's experience, a connection exists between Christian value-led
businesses which have experienced the divisiveness/lack of accountability issue through

creation of autonomy/empowerment, and social service organizations. This is because

both types of organizations are "mission" or "cause-driven." This connection is that lack
of direct and powerful supervision exists in both types of organizations due to the
prevalence of the granting of extreme autonomy, as discussed previously. The autocratic

"top down" authoritative structure is missing in these two types of organizations, both of
which share a "mission" or "cause-driven" purpose rather than a profit-only singular
purpose. Yet creating an authoritative environment may not be the solution. It may be

counterproductive to the "love your neighbor" typ" of philosophy to be strived for. And,
in this researcher's experience, there are autocratic organizations which still promote
uneven levels of entitlement which can lead to divisiveness. Therefore, what is needed is
a further exploration

of the rectification for this type of atmosphere usually found in

mission-driven organizations. These organizations are typically much closer to being
servant-leadership based (as a couple of the interviewees described it) than they are
autocratic leadership based. A thorough analysis of many leaders who have experience in

working to solve this type of problem would be helpful and enlightening

A Framework for Accountability in Value-Led Organizations
In the introduction, I noted that Christian values-based leadership requires more
than the typical leadership training. One leadership model that shows promise in guiding
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the Christian values leader is based on Collins' Good to Great model for the social sector.
The method used in this work is different from my in-depth interview methodology, yet I

still feel it warrants inclusion to this topic because of its mission-driven focus. The
method it used, according to Collins', is this: "Good to Great required five years of effort

with 21 research associates at my management laboratory in Boulder, Colorado. The
cornerstone of our resea.rch method is the selection of a credible study set, the direct
comparison of that set to a carefully selected control set, and the study of the contrasts
between each set over a long period of history" (2005). I believe this qualifies it to

provide a strong basis of understanding for a mission-driven organizational focus.
Therefore I believe it can provide a framework for pursuit of the objective for dealing

with lack of accountability and divisiveness in the Christian value-led organization. In
order to understand this suggestion, we need to first have a background understanding of

Collins' premise of the five leadership levels so as to understand his ultimate suggestion
that a Level 5 leader is necessary. They were previously described on page 15 in the

literature review, and

.

Level

I'll

l: Highly

summarize them again here:

Capable Individual. This person makes productive contributions

through talent, knowledge, skills and good work habits.

.

Level 2: Contributing Team Member. This worker contributes individual
capabilities to the achievement of group objectives, and works effectively with
others in a group setting.

o

Level 3: Competent Manager. This person organizes people and resources toward
the effective and efficient pursuit of predetermined objectives.
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o

Level 4: Effective Leader. This leader catalyzes commitment to and vigorous
pursuit of a clear and compelling vision, stimulating higher performance
standards.

e

Level 5: Level 5 Executive. This leader builds enduring greatness through a
paradoxical blend of personal humility and professional will.
This shows us the progression of skills a leader must have in order to lead a great

company, according to Collins. He further describes what a Level 5 social sector leader is

like. Here we can see the similarity to a Christian value-led organization, in that there is a
lack of "direct power" in leadership:
Level 5 leaders differ from

Irvel 4 leaders in that they

are ambitious first and

foremost for the cause, the movement, the mission, the work -not themselves- and
they have the

will to do whatever it takes (whatever it takes) to make good on that

ambition. In the social sectors, the level 5's compelling combination of personal

humility and professional will is a key factor in creating legitimacy and influence.
After all, why should those over whom you have no direct power give themselves
over to a decision that is primarily about you? As one social sector leader

confided, "I've learned that Level 5 leadership requires being clever for the
greater good. In the end, it is my responsibility to ensure the right decisions

happen-even if I don't have the sole power to make those decisions, and even if
those decisions could not win a popular vote. The only way I can achieve that is
people know that

not myself."

I'm motivated first and always for the greatness of our work,

if
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Collins continues on by describing the ultimate objective of the social sector
organization's leadership (2005, p.l 1), which is to make the "right decisions happen." In
this, we can see that even in an empowered environment as described above, the "right
decisions" still need to occur:
Level 5 leadership is not about being "soft" or "nice" or purely "inclusive" or
"consensus-building." The whole point of Level 5 is to make sure the right
decisions happen-no matter how difficult or

painful-for

the long term greatness

of the institution and the achievement of its mission, independent of consensus or
popularity.

Collins (2005) goes on to close his monograph of accompaniment to Good to
Great by stating that the right decisionr result from conscious choice and discipline:

Every institution has its unique set of irrational and difficult constraints, yet some
make a leap while others facing the same environmental challenges do not. This is
perhaps the single most important point in all of Good to Great. Greatness is not a

function of circumstance. Greatness, it turns out, is largely a matter of conscious
choice, and discipline. (p.31)

Collins was making this argument in his monograph Good to Great and the Social
Sectors, which deals with social sectors but not with Christian value-led leadership
organizations. I would argue that these two types of organizations often are both mission-

driven. Therefore, similar cultures of increased "wholeness" and empowerment are
pursued in them both. This culture, from what the interviewees report, suggests that it can
often result in low performance accountability. Therefore, there is a degree of similarity
between Christian value-led organizations and social sector organizations. There is a need
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for additional research to be undertaken to find out what experiential examples/stories
exist regarding leaders who have sought to deal with the low-performance, lack of

accountability, and sense of entitlement issues which a good degree of them seem to
share.

If

these examples can be documented, perhaps they can be found to help other

leaders of Christian value-led organizations achieve an empowered, autonomous, "true-

self'-driven culture, while still achieving "long term greatness of the institution." This is
the final challenge issued by Collins. He suggests it is "largely a matter of conscious
choice and discipline." So, my suggestion for further action here would be to seek out
these conscious choices Collins calls for, and/or to look for suggestions as to what makes
a decision the

right one. What disciplines and concrete examples of organizations

achieving their full objectives can be found and documented to add to this research? And
a very important characteristic to look

for would be the level 5 leader's "paradoxical

blend of personal humility and professional

will." I believe all the leaders in my study

possessed this characteristic of personal leadership, this great humility, when they
suggested that they needed to listen after praying, and step outside of themselves to look

harder at themselves, etc. It would be interesting and worthwhile to see if further research

would reveal this level 5 characteristic in all successful leaders of misson driven
organizations, whether Christian values-based in nature or not.

Collins' final assertion thatGood to Greaf's single most important point of
greatness being "not a function of circumstance

... Greatness ... is largely

a matter

of

conscious choice, and discipline" leaves the door wide for even further research than

finding a few conscious choices in Christian value-led organizations. In leading up to his
assertion, Collins' research led him to suggest that Stage

I

requires Disciplined People,
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Stage 2 requires Disciplined Thought, Stage 3 requires Disciplined Action, and
Stage 4 requires Building Greatness to l-ast.

A more in-depth further

finally

step for building on

to my research would then be to seek out how to develop these disciplines and stages in a

Christian value-led organization.
Conclusion

Ultimately, this research exists to provide a body of insight and enlightenment to
those who are considering operating from a Christian values-based foundation in their
own personal leadership. This research reviews and summarizes previous works of
research and literature in order to provide a basis of understanding for those who choose

to lead this way and want to learn more.

It aims to provide examples

and stories to these

leaders so they can learn from others who have more experience and who have tried to

live out Christian values-based leadership. It gives them a basis of understanding of what
is involved in this type of leadership, of its many difficulties, and of the yet-to-be solved
issues that they may face in undertaking it.

As noted in the Discussion and Implications section on p.61, it emphasizes five
important trends that showed up from the interviews, one of which became a common
theme without a solution: what to do about greatly empowered workers who have
become resistant to accountability.

The next steps of research to follow should continue to add on to this body of
knowledge regarding Christian values-based leadership, extending the knowledge for
others and helping to provide further guidance and enlightenment on this revolutionary
type of leadership. The unanswered questions of the leaders interviewed for this research
represent the foundation for the most pressing next research to be undertaken. This
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research would help Christian value-led organizations deal more effectively with the

difficulties they face. It is my hope that others will continue to pursue and foster this
Christian values-based leadership, and increase the knowledge-base of it, in the business
and social sectors they are a part of.

I've learned many important aspects of leadership from the interviewees while
conducting this research. I would say that I find the most notable item I have learned is
the value of the characteristic of humility. Often we see leaders at high levels perform

with an autocratic leadership style. But the leaders I've interviewed did not seem to
possess this type

of leadership. Theirs was instead a much more democratic style of

leadership. This style seems to inspire long-term inclusion of employees, rather than

involve short term manipulation of employees which so often seems to be a characteristic
of a high level autocratic leader. Collins' assertions describe the rarity, and extreme
effectiveness, of the humble leader. As Christian values leaders

I'm

sure all of my

interviewees would agree with Collins' assertions, and with James' statement in the

Bible: "God opposes the proud, but gives grace to the humble" (James 4:6). This is a
common theme throughout the Bible, and a common theme of the most important leader
these interviewees are following, Jesus Christ.
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Appendix A: Invitation to Participate

Invitation to Participate in a Research Project:
Factors Influencins the Effectiveness of Business-As-Mission-tvne Companies

My name is Tim Roddy, a Master of Arts in Leadership candidate from Augsburg
College in Minneapolis, Minnesota. I am inviting you to participate in a research project which
involves discovering themes of how companies succeed at both their business objectives and also
Greetings !

their objectives to make a positive difference in the name of Jesus Christ.

I am undertaking this project for several reasons; primarily to:
-Learn about "kingdom" or BAM (business-as-mission) companies
-Learn how and why BAM companies do well in business
-Learn how and why BAM companies serve well in the name of Jesus Christ
-Share this information for further edification of those who are interested in making a difference
in the world for Christ through their business skills and careers
-Provide reliable information for the witness of BAM companies with secular husiness leaders

You've been identified as a leader in a BAM organization. I'd like to request a meeting with
you to discuss this topic.

If

granted an interview, I'11 come prepared to ask you questions such

as

these:

-What is your business?
-How is your business different from your competitors?
-What are the distinctive obstacles or advantages of your organization compared with other
organizations?
-What kind of difference is your organization making in its community?
-What impact are you having for Jesus' kingdom?
-Where are you headed in the future?

I hope to gather information that can be useful to me and others who are interested in
examining the success of BAM-type companies. I also hope and believe that your
engagement in this process with be of help to you and others who are leading mission
driven businesses.
I expect to find that this research will reveal themes or dynamics of the effectiveness of BAMtype organizations. I'd like to share these findings with the community of believers who want to
make a bigger kingdom difference through their business careers. This research will embody a
collection of stories of experience of BAM company leaders. I expect it will be a collection of
accounts of wisdom of those who have sought to use their careers in witness for Christ as well as
in intentional benevolence to their communities. And ultimately, hopefully this research itself
will influence others towards Christ.
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If you agree to have an in-person

meeting with me, I will need to have you sign a consent form.
This form, which is required by Augsburg's Institutional Review Board, is attached for your
review.

I look forward to following up with you

soon, in hope that we may get together to discuss

kingdom efforts through a business-as-mission approach!
Sincerely,

Tim Roddy
Masters of Arts in Leadership Candidate, Augsburg College, Minneapolis, MN
Ph: 6 12-210-0867; email: timarod@aol.com
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CONSENT FORM

Factors Infl uencing the Effectiveness of B usiness-as-Mission Companies

You are invited to be in a research study of factors which influence the effectiveness of Business-as-Mission
companies. BAM companies are ones which operate with dual objectives of: the pursuit of profits for social good;
and evangelism/ministry. You were selected as a possible participant because of an expert's reference or from an
observation of your expertise from your established work. We ask that you read this form and ask any questions you
may have before agreeing to be in the study.
This study is being conducted by me as pafr of my master's project in Leadership at Augsburg College. My advisor
is David Tiede, PhD.

Background Information:
The purpose of this study is to learn and document factors which BAM business leaders feel affect the success of
their organization's objectives of ministry and profits. It is hoped that this information will provide others with help
in forming or improving their own BAM company's success.
Procedures:

If you agree to be in this study, we would ask you to do the following thing:

agree to participate in an in-person interview

which is expected to last from 45-60 minutes.
Risks and Benefits of Being in the Study:
The study has no discernible risks to participants
There are no direct benefits to participation, such as payment of any kind.

Indirect benefits to participation are: the learning of other BAM-companies successful endeavors, and personal
fulfillment for participating and sharing your insights on this topic. If requested, I will provide an executive
summary of my research findings to you.

Confidentiality:
The records of this study will be kept confidential. If I publish any type of report, I will not include any information
that will make it possible to identify you, unless you specifically consent to allow this. All data will be kept in a
locked file in my office in Edina MN; only my advisor, Dr. Tiede, and I will have access to the data and any tape or
video recording. If the research is terminated for any reason, all data and recordings will be destroyed. While I will
make every effort to ensure confidentiality, anonymity cannot be guaranteed due to the small number to be studied.

If

tape recordings or videotapes are made, only

I will

have access to them.

Raw data of these recordings will be retained, but identifying information will be erased or destroyed within 3 years
of the termination of the study.

Voluntary Nature of the Study:
Your decision whether or not to participate will not affect your cuffent or future relations with Augsburg College.
you decide to participate, you are free to withdraw at any time without affecting those relationships.
Contacts and Questions:
The researcher conducting this study is Tim Roddy. You may ask any questions you have now.
questions later, you may contact me at: (612) 210-0867.

My advisor is Dr. David Tiede; tiede@augsbure.edu;612330-1513.

If you have

If
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You will be given a copy of this form to keep for your records.
-Please see page 2

Consent form page 2

Statement of Consent;

I have read the above information or have had it read to me. I have received answers to questions asked. I consent to
participate in the study.

Date-

Signature
Si

Tlnta

gnature of Investigator

I consent to be audiotaped (or videotaped):
Date

Signature

Regarding use of quotations and identification, please choose one of the three options below:
1)

I consent to allow

use

of my direct quotations in the published thesis document, and I consent be identified along

with my direct quotations.
Signature

I-l

q

te

2) Rather than be identified along with my quotations, I prefer to remain anonymous. Therefore I consent to allow
use of my anonymous direct quotations in the published thesis document, but no identification of me should be made
along with them.

Signature

3) Do not make reference to any direct quotations from me whatsoever

Signature

Date

AugshurE f,*llege
Linciell LihrarY
55454
MinneaPolis, FJiN

